
SUBJECT : Inspector General** Suggestions for Improvement 

of the Central Intelligence Agency 


This it In response to your memorandum of 29 July 1957 > whore in 
you requested ay comments and/or report of action taken ea certain 
portions of subject report, namely, Personnel Management, Reduction 
in Manpower , and Paper Work. You also requested ay comments oa a 
liet of personnel which was included in the report. For the sake 
of order, I have coatsented generally on each subject and followed 
up by giving specific comments on the Inspector General*# recoaneada- 
tions. 

a. aggcgagL msAgasmifr 
1. General Commen t 

The role of a Personnel Office in any agency la difficult anA 
fraught with problems. In CIA the personnel function has been 
even more trying. She rapid growth, the ever-changing organisa- 
tional structure, the turnover of personnel, and absence of clear 
cut Agency policies, all coupled together, created very substantial 
problems for the Office of Personnel. I believe that we are over 
the hump now on many of theme problems and that the Office of 
Personnel, for the first time, is in a position to develop a sound 
Personnel program which will provide the kind of service normally 
expected from a well organized Personnel shop. 

2- Inspector General*# Recomaeadatlons 



_ a. Recommendation (1). "That an aggressive campaign be under- 
pin to reduce the number of Individuals handling personnel matters." 

Coaraen t I agree that we should make every effort to reduce the 
i number of individuals handling personnel matters and I am pleased to 
rsport that acme progress has been made in this direction. The aum- 
w*r of tsaploye es oa duty in the Office of Personnel baa been reduced 
:"ro9 a high of In July 1927. The 

irurrent ceiling in we crnce or FeesonSells^H While this number 
added to the number of people engaged in personnel work in other parte 
of the Agency is substantial and admittedly is out of proportion to 
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the number of personnel people used In other Federal agencies, it 

Is a fact that our Office of Personnel performs many functions which j 

are not typically .perfo rmed in personnel offices, e .g. ^Central I 

Processing Branch Benefits and Casualty DivisioJfcfc Contract 25X9 

Personnel Division Military Personnel Division Personnel 

Procurement Bivisiei^^^^ Over and above these additional functions 

there are other factors such as security considerations, compartmen- 

tation, and classification of records, which tend to increase the 

workload. 

Our real problem, however, is that despite the fact that several 
studies have been made within the Agency on the number of personnel I 

engaged in personnel work, there has been no conclusion showing that 
there are too many such employees or that the number we have now is 
fully Justified in order to establish the facts, we recently 
assigned a senior Personnel Officer who is exceedingly well versed in | 

the technical field of personnel management and procedures and who 
had both Headquarters and Field experience as a Personnel Officer, to 
devote his time to reviewing all personnel activities, wherever per- 
formed in the Agency and to analyte them for the purpose of Identifying 
them as over-elaborative, unnecessary, or duplicative . 

b* If commendation (2). "That if the decision is made that th e 
Director of Personnel continues to be without command authority that 
the Personnel Office be assigned only two major functions — the 
processing of personnel actions and maintenance of records, and 
supporting the development of personnel policy by you and the Career 
Service Board." 


Comment On 30 April 1957 we submitted to the Director separately 
a staff study on the role of the Director of Personnel, this staff 
study was returned with the request that it be revised to include more 
specific recommendations concerning the Director of Personnel's responsi- 
bilities. This revision has been made and the staff study is now en 
route to -Use Director. A copy of this staff study is attached as Tab B. 


It is my belief that the Director of Personnel's duties and responsi- 
bilities as set forth in this paper are sound, and, if adopted, will 
result in a better personnel program for the Agency. I do not concur 
with the idea of assigning to the Office of Personnel only those two 
functions of (a) processing of personnel actions and maintenance of 
records, and (b) supporting the development of personnel policies. The 
additional multitude of services of common concern which are provided 
by the Office of Personnel are still needed, and, if located elsewhere 
in the organization, the same number of personnel, if indeed not more. 
would be required to perform them. 

I recommend that the proposed role of the Director 
of Personnel as set forth in the staff study be 
approved. 
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c. Recommendation (3), "That the Office of Training should 
increase eves more its management courses and that top executives 
be required to attend . * 


Concent X question the wisdom of the recommendation that top 
executives be required to attend management courses. Such an order 
would thrust many in to training without regard to their motivation 
or readiness with the result that It would greatly reduce the effec- 
tiveness of management training for others. Every effort is being 
made to identify and increase the effectiveness of management and 
supervisory training within the limits of available staffs. We are 
also taking more advantage of the many opportunities offered in 
external training courses - 


1 recommend that the determination of who should 
attend supervisory and management courses be left 
to the discretion of Operating supervisors. 


d. Reco m m en d a tion (4), "That all supervisors be given a brief 
written statement of their personnel management responsibilities.” 


Comment In June 1956 you signed a Ibtlce 

- Supervision” which was distributed to 

| personnel. This notice is most explicit in outlining to super- 
visors their responsibilities with regard to utilisation of personnel, 
Job performance, etc . As this Notice is relatively current, it would 
not appear that an additional issuance to supervisors at this tiro 
is warranted. 


25X1 A 


e. list of Personnel - Regarding the list of personnel which 
you requested thai X comment on, there is attached as fab A a list 
of the personnel with comments on each individual. You will note 
that many of these cases have been resolved. 

Regarding the unresolved cases, I believe it necessary and proper 
that the Deputy Director {intelligence) review their current work and 
that he initiate proper action based upon his findings. Since we are 
presently planning a systematic review of all personnel, I would 
recommend that the DB/l not restrict his review to the ones on this 
list. 


One general comment on this list of personnel is that insofar as 
the official record of these people is concerned, their services are 
recorded as being satisfactory. Under such circumstances the Office 
of Personnel, of course, has no basis to take any action other than 
trying to find them assignments elsewhere. 

B. REDUCTION IB MANPOWER 


1. General Comment 


X believe that the Congress, the Bureau of the Budget, and the 
President's Board of Consultants on Intelligence Activities firmly 
believe that the Central Intelligence Agency has too many 
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people, particularly in Washington . In fact, I would not k now 
vter* to turn to find a responsible body outside of tee geney 
vhieb would support a contrary ▼law. farther®©**, I believe it 
le the consensus of our senior people that this la a fact. So, 

I start with the assumption that we haven't very reach chance of 
proving to outsiders something in which w* don’t really believe 
ourselves. I think that we would have no trouble In convincing 
theae outsider# of our need for sore people overseas, but, un - 
fortunately, our continued expansion for the peet two or three 
years has been almost comple teiy w at ted^wtwri. ®**n, too, 
our total str eng th suet be consistent with our budget present* - 
SL lo/ aT^ractical matter, if our total strength is not 
to Increase, expansion in the field should be compensated for 
by at least corresponding decreases is Headquarters - 

gqwt savings probably can be effected through the weeding 
out of inefficiently utilised personnel or by the elimination 
or reduction of overlapping or duplication within unite and as 
between other units. Components where increased efficiency is 
thus gained, however, can usually present a convincing argawnt 
for utilising the positions gained to do a better Job or take 
on a saw "essential" function, to any case, this is not enough. 

Since there dees not seem to be any reason to change the 
current major Agency structure which sets the Office of the 
Director and the BE/?, W/l, DD/S, and DO/C complexes, it follows 
that other organisational changes which migkt be in order should 
be effected by the Deputies themselves. However, as a practical 
rntter I am pessimistic that we are likely to make organizational 
c hange s which will result in significant savings, to the DB/8 
area, for euspls, the organisation of the otter major complexes 
«iri the requirements levied upon us by the® largely dictate the 
size of our organisation. 

“Hya greatest chance for reduction probably lies in the elimi- 
nation of factions, whether it be done by a Deputy Director, 
by mutual a greeme nt between tire or more Deputies, or by the Director. 
I believe that this problem could be approached with a priority- 
function concept. The heed of each organisational component, how- 
ever large or wall, should be able to list his functions according 
to *»*■ judgment of priority. If forced to consider a reduction, 
te cou l d th e** decide, if not otter component were affected, which 
function should be eliminated » When otter components ware affected, 
goa a on e higher to tee command chain ; would make tee decision, and, 
finally, when two or more major major complexes were involved, an 
Agency mechanism such as tee Project Review Committee might need 
to pas* judgment, tots is not a simple process, but I believe 
that tee principle is sound. 
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2. Inspector general 1 * RacoBaendatlonB 

n, ftoeoaaeafl&ticp (1). "That you »et a figure » to the 
mximm si's# ' of the Agsncy with an Indication of precisely hew 
away etnployee* will he allowed is Washington. (2 see so reason 
vhy the Agency casaot continue to grow overseas, hat only as 
rapidly ae tbs development of uno fficial cover will psinit • 3 

2 eqgcur la this recosssendatlcnu 

b. Rac onraendatl on (2). "That the nauaber of SRployeee idiich 
you dete ralae ehauik be allowed is W ash i n g ton coincide precisely 
with to© wiam bar of employee# that can he housed is the new bulld- 
ing , bj3& that if our present else ia greater than this &uoi>er, 
as Agency -wide phase -down piss he attempted. . ” 

1 do not concur is this recoamesdatlon. This 
wold mean reduction in our Headquarters strength 
of about 25$. We do, however, need a fine state- 
sent from the Director that he wants a reduction 
and we need a epecifie target, be it 5$, !£$* 25$, 
or store ~ 

e. lecoasaendatim (j). "Shat one central foeal point he 
established to review on as Agency -wide basis any increase is 
else and be charged with sating the final recaeasndations to you; 
e.g., as fceecutive Directs, perhape after a review by the Rro^ect 
Review Coasittee . * 

Co mment 2 agree that there sho u ld he an Agency asciis nisa to 
review proposed increases- I believe, however, that once a firm 
ceiling is established, the mm procedure as proposed in ay 
general eoraaent on this subject in reducing strength, i ,e, 
'priority-function" concept could be followed, using an Agency 
w^efawni ibb such as the Project Review Coamitte© , when needed. 


! 


j 
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C. Hgg WORK jftKACfgMBIfT 
1 general consent 

While 2 concur with the 2nspeetor Oeasral that there is too 
aueh paper work ia the Agncy, I as not entirely convinced that 
this prohle® is ae serious as it is sooetlass painted either bare 
in the Agency or in the Govenanent ae a whole. Our organization 
is a large and cangrtsx one and while we should be forever on the 
alert to reduce paper work, we must nonetheless accept the fact 
that a lot of paper weak is necessary and unavoidable. 
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1 believe we faeve in the A geacy today a reasonably effec- 
tive program in controlling the amount of paperwork, especially 
in the case of forms, records maintained , reports prepared, regu- 
lations, sad other material vhich leads itself to mm type of 
control. X do sot believe it is feasible to go to extremes in 
establishing controls over paperwork as we would soon reach a 
point of diminishing returns. 


X believe that ve can rightfully be proud of certain progress 
mde Is reducing the amount of paperwork and that ve can expect 
bigger dividends in the future. For example, ve are currently 
working on a rather ambitious project designed to reduce materially 
the nuffltoer and site of regulations. Ibis project is net in the 
idea stage but is actually in being, He have already completed 
a review and analysis of all regulatory material pertaining to 
logistics. Personnel, Cceqytroller, and Security, and, as a result, 
have come up with a plan of action which is best described by the 
following tablet 


Office 


Present Total Proposed 

Regs. & notices Begs , gflbka. 


logistics 

45 

Personnel 

52 

Comptroller 

40 

Security 

32 


5 5 

6 6 

5 5 

3 3 


ffce material on the Office of Security and tint Office of Logistic# 
will soon be ready for Agency coordination. 


More recently, ve completed «' review within the Support Services 
of all the reports required frost the Machine Records Division, and, 
as a result of this anaylai*, we eliminated $39 tabulations out of 
9,253 and eliminated 863 copies of tabulations oat of a total of 

38,424. 

One other point worthy of mention is our Ageacy-vide disposition 
program , Attached as Tab .C is a graphic description showing the 
development and result of the records disposition scheduling activity. 

2 Inspector general 4 e Becowmendaiioas 

a. Recomaendation ^ ? l ) . "That all Agency files be surveyed on 
a anit-by-unii basis "and each unit told exactly what files it can 
and cannot maintain," 



Xkl 
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Cogaaent From a practical standpoint, 1 So not believe each 
a survey Is feasible, and, even if conducted, we would not be able 
to muster a sufficient number of people qualified to exercise the 
judgment required. I, therefore, do mot concur la this recommenda- 
tion, 

b. Recommeixlatioa (g), "That, if an Executive Director is 
created he be eagpowsred to exercise, on your behalf, authority over 
what should and should sot be issued on paper,” 

Comment I do not concur in this re c ocs ne ndatlon . As a matter 
of principle, 1 do not believe it sound to test this authority in 
one individual, Moreover, from a sheer time and volume standpoint, 
1 doubt if any one person could effectively redeem such a responsi- 
bility. 


/*/ 

L. K. WHITE 
Deputy Director 
(Support) 


Attachments 

Tab A - Met of Personnel 

Tab B - Staff Study 

Tab C - Records Disposition 
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